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A C r i t i q u e  O f  Some Recent ly  Introduced Regulat ions P e r t a i n i n g  t o  Research Grants 
o f  t h e  P u b l i c  Heal th  Serv ice 

Dur ing recent  weeks storms o f  c r i t i c i s m  of newly inst i tu i .ed r e g u l a t i o n s  

r e l a t i n g  t o  t h e  management of  research g r a n t s  of t h e  Nat ional  I n s t i t u t e s  of 

Heal th  (NIHI, a d i v i s  on o f  t h e  P u b l i c  Heal-th Serv ice (PHS), have a r i s e n  amongst 

Phe s t a f f s  o f  many un v e r s i t i e s  and i n s t i t u t e s ,  From thess s t a f f s ,  from many 

s c i e n t i f i c  s o c i e t i e s ,  and from var ious  i n d i v i d u a l  s c i e n t i s t s ,  w i f h  vary ing  

degrees o f  a r t i c u l a t e n e s s  and r e a s o n a b i l i t y ,  has come much heat, b u t  a p a u c i t y  

of l i g h t  w i t h  respect  t o  s u i t a b l e  means o f  c i rcumvent ing t h e  problems forced 

upon t h e  N l H  by a c r i t i c a l  Congressional Committee. Th is  Committee, t a k i n g  

note of i n d i c a t i o n s  o f  occasional  lack o f  adequate r e s p o n s i b i l i t y  by grantees 

of t h e  PHS, has made what would appear t o  be reasonable demands t h a t  s c i e n t i s t s  

n o t  be t r e a t e d  as e s p e c i a l l y  p r i v i l e g e d  c i t i z e n s  and t h a t  g r e a t e r  f i s c a l  c o n t r o l  

should be exerc ised i n  t h e  expendi ture o f  t h e  hundreds of m i l l i o n s  of d o l l a r s  

awarded annua l ly  by t h e  var ious  agencies o f  Congress f o r  +he  support  o f  s c i e n t i f i c  

research. 

bas is  of eva lua t ions  made by c a r e f u l l y  se lected s c i e n t i s t s ,  who serve as 

consu l tan ts  t o  t h e  Surgeon General, and who c a r e f u l l y  s c r u t i n i z e  each app l ica-  

t i o n  f o r  a grant ,  w i t h  respect  t o  t h e  ob jec t ives ,  t h e  propQsed means o f  o b t a i n i n g  

them, and t h e  appropr ia te  amount of  money needed t o  support  each a p p l i c a t i o n  

t h a t  i s  recommended for approval. 

It i s  important t o  note t h a t  t h e  funds o f  t h e  PHS a r e  awarded on t h e  

It i s  un for tunate  t h a t  some members of t h e  Congress seem t o  have been 

persuaded t h a t  s c i e n t i f i c  research can operate p r o d u c t i v e l y  when subjected t o  

r i g i d  f i s c a l  con t ro ls ,  as can a v a r i e t y  of i n d u s t r i a l  o r  o ther  operat ions 

supported by Federal funds. D i f fe rences  between bas ic  research and cont rac tua l  

assignments o f t e n  are  n o t  c l e a r l y  ev ident  t o  those lack ing exper ience i n  coping 

w i t h  t h e  f r u s t r a t i n g  d i f f i c u l t i e s  t h a t  i n e v i t a b l y  a re  encountered i n  t h e  

accomplishment o f  fundamental research, p a r t i c u l a r l y  i n  b i o l o g i c a l  and medical 

f i e l d s .  Accordingly, i t  i s  o n l y  t o a  easy f o r  c r i t i c s  t o  c h a r a c t e r i z e  s c i e n t i s t s  
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working in these areas as unbusinesslike, unworldly or even irresponsible, 

for whom "fiscal CQRtrOlS" are necessary - for their own good. 
investigators, particularly those with some administrative as well as teaching 

responsibility (as is the lot of a large percentage of NIH-grantees), know 

f u l l  well that important discoveries simply cannot be made in an atmosphere 

of restrictive rules, regulations and bureaucracy, with suggestions that 

scientists shouid be able $0 predict the course of things to come, and $0 guide 

their behavior accordingly. Great ideas or scientific accomplishment cannot be 

Yet experienced 

engendered by administrators or committees, and the greater the amount of 

lesser w i l l  be the produg- " f i s c a l  controlg7' w i t h  its inevitable red Sape, the 

tivity of science in America. 

The important point, therefore, i s  how to conv 

attempting to at-tain suitable fiscal responsibility 

nce the Congress that, in 

and to prevent possible 

abuses in the expenditure of research funds by -the occasional grantee, the 

means found should not diminish appreciably the previously unparatieled rate 

of advance i n  scientific discoveries and accomplishments of the last fifteen 

years, largely a result of the wisdom and generosity of the Congress and the 

hitherto remarkably wise policies of such disbursing agencies as t h e  National 

institutes of Health and the National Science Foundation. 

What has gone wrong? Perhaps it i s  t o  a considerable degree a result of 

unprecedently rapid grow-t-h, with ( I )  a great increase in the number of scientists 

being trained or supported by Federal funds, (2) a rapid increase i n  the number 

and size of the grants, and (3) almost inevil-able differences in opinion as 

t o  what constitutes essential freedom $0 do good research, as compared To what 

some apparently regard as unfettered license. In any case, although attainment 

of the desired degree of "fiscal controI" can be insured by the development of 

severely restrictive regulations, the inevitable price Po be paid i s  a reduced 
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o v e r - a l l  accompl 

courage t o  quest 

shment. Consequently, t h e  Congress ought t o  have t h e  c o l  l e c t  

on t h e  wisdom o f  *hose t tddrect ivesf l  Qf i t s  cornmil-tees t h a t  

ve 

have led t o  t h e  establ ishmen? of  r e s t r i c t i v e  r e g u l a t i o n s  by u n w i l l i n g  but appre- 

hensive agencies, s ince  these r e s t r i c t i o n s  are c e r t a i n  t o  a f f e c t  adversely t h e  

des i red  rate o f  a t ta inment  o f  s c i e n t i f i c  progress. 

WhaJ- a r e  some o f  these newly made r e g u l a t i o n s  t h a t  a r e  regardsd so 

unfavorably  by s c i e n t i s t s ?  

1. The requirement tha-t grantee- invest  

o b j e c t i v e s  I n  a major way, except a f t e r  perm 

committee o r  granted by o f f i c i a l s  w i t h i n  t h e  

Q b t a  i rred. 

g a t o r s  not be a I lowed t o  a 1 er- t lwi  r- 

ssdon has b e e n  r ecorrmended by a 

agency from which t h e  funds were 

2, The establ ishment o f  r u l e s  r e q u i r i n g  t h a t  rCXQrd§ be kept concerning 

t h e  ac tua l  percentage o f  +;me +hat- grant-supported s c i e n t i s t s  devote t o  a 

research projecl- .  

3. T h e  i n t e r p r e t a t i o n  t h a t  f u  1 1-time employmen-t 

research g r a n t  should p r o h i b i t  even a modest and sens 

SC 

as 

ca 

w i t h  funds der 

b l e  p a r t i c i p a t  

ved from a 

on of 

e n f i s t s  i n  such r e g u l a r l y  scheduled educat ional  a c t i v i t i e s  i n  an i n s t i t u t i o n  

are  conducive t o  t h e  s c h o l a r l y  developmen? of The i n d i v i d u a l ,  

4. R e s t r i c t i o n s  upon freedom t o  s h i f t  funds w i t h i n  t h e  several  budgetary 

egor ies of  a research grant,  even when a g r a n t  has been m o r a l l y  committed for 

several  years i n  advance, w i t h  those i n e v i t a b l e  changes i n  o r i e n t a f i o n  t h a t  

develop and t h a t  r e q u i r e  a maxima! amount o f  f l e x i b i l i t y  i n  t h e  management Q f  

research funds. 

Perhaps even more important than t h e  unduly r e s t r i c t i v e  r e g u l a t i o n s  developec 

by t h e  apprehensive agencies a r e  those now being i n i t i a t e d  by compt ro l le rs  and 

a d m i n i s t r a t i v e  o f f i c e r s  w i t h i n  s ~ n e  of t h e  e q u a l l y  apprehensive u n i v e r s i T i e s  and 

research i n s t i t u t e s ,  Already many o f  f h e  l a t t e r  have placed - or have attempSed 
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agencies. These c o n t r o l s  r e f l e c t  an apparent ly  des i rab le  goal, namely, 

development of houses t h a t  a re  even c leaner  than -those proper ty  des i red  

Congress; un for tunate ly ,  however, these o v e r l y  zealous e f f o r t s  may have 

untoward e f f e c t  upon t h e  houses o f  science: s t e r i l i - t y  r a t h e r  than c lean 

Accordingly, let- us consider  as  b r i e f l y  as poss ib le  each of t he  above-I 

r e s t r  

sc i en 

encumbrances upon progress, proteesl-ed s t rong ly ,  As a resu  

of t h e  PHS announced r e c e n t l y  an a l t e r a t i o n  i n  t h i s  regu la  

r e g u l a t i o n  now l i m i t s  a l t e r a t i o n  o f  research o b j e c t i v e s  t o  

t o  p lace - even more severe c o n t r o l s  upon t h e  s c i e n t i s t s  than have t h e  Federal  

t h e  

by t h e  

a most 

i ness 1 

s ted  

d i v e  regu la t ions ,  and some c o n s t r u c t i v e  suggestions for  t h e i r  mod i f i ca t i on .  

. 
i s t s  led t o  a very  recen t  a l t e r a t i o n  o f  a most ob jec t i onab le  e a r l i e r  

M o d i f i c a t i o n  of research qoals. Vigorous r e a c t i o n  on t h e  par? of 

r e s t r i c t i o n  t h a t  would have prevented any s i g n i f i c a n t  m o d i f i c a t i o n  o f  an i n i t i a l l y  

approved research objecJ-ive by a q u a l i f i e d  i nves t i ga to r .  Experienced s c i e n t i s t s ,  

recogn iz ing  tha’l” new f i n d i n g s  may e i t h e r  emphasize o r  d im in i sh  t h e  importance of 

envisaged goals, and t h a t  such r e s t r i c t i o n s  cou ld  p lace  almost i n t o l e r a b l e  

t, t h e  Surgeon General 

ion; i n  essence, t h e  

“changes i n  methodology, 

evement of & 

ca l ly  ou t  o f  

s i s  a major 

it does n o t  

i nves t i ga to r ,  

a moral 

i n  t h e  l e t t e r  

be i ng backed 

end, and t o  

avo id  t h e  concept o f  a con t rac tua l  r e l a t i o n s h i p  t o  a t t a i n  a s ta ted  ob jec t ive ,  

a i l  t h a t  is needed, i n  t h e  above-quoted sec t i on  o f  t h e  new r e g u l a t i o n ,  i s  t o  

approach, or ofher aspects o f  t h e  p r o j e c t  t h a t  would expedil-e ach 

(my i t a l i c s )  research ob jec t i ves ,  i nc lud ing  changes t h a t  grow log 

t h e  approved p r o j e c t  and serve t h e  bes t  s c i e n t i f i c  s t ra tegy. ”  Th 

s tep forward, b u t  even t h i s  statement does n o t  go f a r  enough, f o r  

permi t  an e s s e n t i a l  change i n  t h e  o r i e n t a t i o n  of a very  compotenf- 

p a r t i c u l a r l y  one judged t o  be o f  such merit- as t o  have been g i ven  

commitmen? f o r  long-term support  (up -to seven years).  E s p e c i a l l y  

s i t u a t i o n ,  i t  i s  t h e  proven competence o f  an i n v e s t i g a t o r  t h a t  i s  

and h i s  area of i n v e s t i g a t i v e  a c t i v i t y ;  t o  accomplish t h e  des i red  



change t h e  italicized word llitsff to llhis.it Such a ~10d;fici:t.ior1 would pu-l- the 

responsi b i  I ity for qua 1 i P y  and o b  jecf i ,,es w h e r e  i t  shou Id be, i n  the hands of 

the carefully selected investigator. Furthermore, i - t  would have the very 

salutary strategic effect of not encouragicg -the subqission o f  grant a p p l i c a t i o n s  

that are vague with respect t o  objectives and t'hsrei-ore difficult to evaluate, 

since it would be recognized t h a t  precision in the delineation of a proposed 

investigation, although of great value t o  advisory comrnitl-ees concerned with 

evaluation, would not restrict an investigator to an area that new research 

coci Id demonstrate to be unproduct ive 

_l_ -- 

2 .  With respect 4-0 keeping records of  Virne and effort," nothing would Seem 

more reasonable at first glance, in order to prevent diversion of. effort, loafing 

or other abuses (although it i s  difficult to regard -these as characteristic of  

research scientists), Ferhapr; none of the several new regulations has caused more 

irri'ration among scientists than has t h i s  one; not o n l y  is it unrealistic and 

unworkable, but it demands ntellectual dishonesty. Good investigation cannot 

be done under the shadow of  a time clock and effective scientists do not work a 

week of 37.5 o r  40 hours (a though their technical assistants usually do). A 

regulation that requires that either "per cent of timeit (or  Iper cent of  effort") 

or r'hours per week" be  recorded asks  for the impossible, since research cannot be 

done consistenPly according to any prescribed pattern of required time or effori-. 

Contributions to research cannot be estimated on the basis o f  t h e  number of hours 

at either the bench or t h e  d e s k ,  far equally important intellectual contributions 

actually may occur during conferences with scientific colleagues and students, 

a n d  even more w i f h  time for reflection: in the library, while shaving, or i n  the 

q u i e t  of one's bed? Let us realize, therefore, that neither 'Iper cen-t of iirnel! 

nor "per cent  of  effortTf can be gauged as w i t - h  clerks, and scien-tisl-s should not 

be required to make outwardly plausible but actually untenable estimates of it. 



-6- 

3. There appear 40 be some curious differences between the kinds of  doflars 

awarded by the FHS in suppor-t o f  reswrch and training and how they may be used; 

Thpse may be defensible in terms of bookke->pinz ,i;d Itfiscal control," but not in 

3 srws of atia i ntncnt o l  i nte 1 lectua I l y  des irsh ;c, g m  1 5 .  Thus, as an exarnp le, a 

FHS research grant -!-hot F u I I \ /  s ~ p p o t - t s  a s c i c r t - i s i  ?c?rmits him to give only an 

occasiona I uilschedu l_e_Ci. 10.3ui-?,, b u t  a modes* amount of scheduled teaching, 

dnsired by the individual f u r  hi5 own intellectual stimulation and growth, the 

respect of his peers, and She development of bfs;  C B T ~ Q T ,  i s  fnrbiddon. On-the 

other hand, the same man mighf be employed legally, and on a full-time bas i s ,  on 

a FHS-supported research train i ng program and be so over burdened wiTh teaching 

that time for productive research would be minimal or absent. 

Clearly, neither extreme is desirable, and although it may be rare that the 

SecQnd situation is encountered today, the forrrier one is not uncommon, and a much 

more liberal interpretation is needed of what is reasonable in the way of  modest 

and sensible participation in teaching that i s  desired by the theoretically f u l l -  

time research worker, and actually i s  beneficial, no? detrimental, to his research. 

To accomplish this end does not require the introduction of time clocks, but 

on ly  a corrmon sense definition o f  reasonability - and what could be simpler than 

an averaqe participation of up to perhaps 6 hours a week, ra ther  than, Jet us 

say, up to 15 per cen-t of his "time or effort? 

4. Some restrictions upon freedom =to shift funds within the various 

budgetary categories o f  a previously approved gran? would seem to be enSirely 

warranted scientists are not to be regarded as the best judges of sensible 

and productive ways to obtain desired objectives within the framework o f  the 

tot-al amouni of money provided for -;-he conduct of their own research. But i f .  

scientists are not to be Trusted, who i s ?  As the new rules now stand, it can 

predicted that a rapidly expanding army of bureaucratic off cials will be d r a  

She 

be 

Ted 
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s c i e n t i s t s  who ought t o  be working o r  t h i n k i n g ,  be f a r  

than t h a t  presumably t o  be spent unwisely each year by 

less severe ly  c o n t r o l l e d  grantees? I f  t h e  fear  i s  t h a  

use research funds t o  r e h a b i l i t a t e  phys ica l  f a c i l i t i e s  

wastefu l  manner), presumably w i t h  a view t o  t h e  b e t t e r  

t o  r u l e  upon t h e  m u l t i t u d i n o u s  and l a b o r i o u s l y  documenTed appeals f o r  budgetary 

readjustments t h a t  a r e  c e r t a i n  t o  be presented c o n t i n u a l l y  by grantee s c i e n t i s + s  

throughout America, Who can evaluate and r u l e  upon these appeals? Presumably 

former s c i e n t i s t s  who, l o r  one o r  more of many poss ib le  reasons, f i n d  g r e a t e r  

s a t i s f a c t i o n  i n  I t reguIa t ing t1  science than i n  con- i - r ibut ing t o  it c r e a t i v e l y .  

I n  o t h e r  words, t h e  power o f  d e c i s i o n  has been taken from those most q u a l i f i e d  

t o  evaluate t h e  wisdom o f  budgetary a l t e r a t i o n s  and has been t r a n s f e r r e d  t o  

Washington, where it i s  t o  be i n  t h e  hands o f  men who are  u n f a m i l i a r  w i t h  t h e  

research - and who must learn t o  some degree t o  be n e g a t i v i s t i c ,  i f  t h e i r  

e f f i c i e n c y  i n  t u r n  i s  not  soon t o  be questioned. W i l l  not  t h e  amount o f  money 

re legated  t o  t h e  s a l a r i e s  o f  t h i s  new bureaucracy, as w e l l  as f o r  t h e  t ime of  

more w a s t e f u l l y  expended 

a small  percentage o f  

some i n s t i t u t i o n s  w i l l  

( o r  i n  some o ther  

accomplishment o f  t h e  

research, w i l l  t h i s  n o t  be c o n t r o l l e d  adequately by t h e  well-known a c t i v i t i e s  

O f  t h e  General Accounting Of f i ce ,  which s c r u t i n i z e s  t h e  records o f  expendi tures 

by i n s t i t u t i o n s  and has t h e  power (and exerc ises it) t o  f o r c e  r e s t i t u t i o n ?  

i f  undue t r a v e l  by s c i e n t i s t s  f o r  conferences and t h e  exchange o f  ideas i s  a 

c f - i o n  on 

I t  would 

e n t i f i c  

progress i s  t o  delegate a u t h o r i t y  t o  t h e  p r i n c i p a l  i n v e s t i g a t a r  (and h i s  

a d m i n i s t r a t i v e  associates i n  an i n s t i t u t i o n )  t o  expend t h e  a l l o c a t e d  research 

funds w i t h  maximal freedom. The i n v e s t i g a t o r ,  as an appl icant ,  has a l ready 

been judged by j u r i e s  o f  h i s  peers t o  be h i g h l y  qualified fo r  t h e  conduct of 

l e g i t i m a t e  and r e a l l y  f e a r f u l  problem (which can be doubted), a res-h- 

a l t e r a t i o n s  o f  t h i s  aspect of  research budgets perhaps i s  defens ib le .  

seem, however, That i n  a l l  o ther  ca tegor ies  t h e  bes t  way t o  f o s t e r  sc 
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research, a reasonable SUM of money has already been granted with which to gain 

the desired objectives, and maximal attainment will occur only with minimal 

bureaucratic interference in the guise of attaining fiscal responsibi lity. 

In conclusion, then, it is suggested that the objectives of the Congress 

to further scientific research and the training of new scientists, as well as 

the best means of  attaining these ends for -the public good, need to receive 

further consideration - carefully and promptly. For this purpose, it has been 

suypsted by others that the National Academy of Sciences, established a century 

ago to advise the government concerning problems in which both scientific acumen 

and mature judgment are needed, be invited to arbitrate in the presenl- con 

What could be more appropriate in this case? 

It is not too late for additional changes to be made in unworkable or 

restrictive regulations and for the Ncitional !nstitutes of Health to be a i  

done so wet I t o  foster scieniific investigation and training, as they have 

*he Fast, not only by the careful alfocation of grants, but a 

interference with sensible management of research funds by pr 

so by minimal 

nci pa I i nvest 

roversy. 

too 

owed 

n 

gators e 

Specifically, there i s  need ( I )  to 1,iberaIize further the present limitations upon 

modifications o f  research objectives, ( 2 )  to abolish the keeping of records by 

research workers of Vime and effort3” ( 3 )  to liberalize the interpretation of 

ltfull-timell and to permit scientists entirely paid from research grants to 

participate to a modest degree in teaching, and (4) to remove restrictions upon 

t h e  transfer of funds between the different categories of a budget set up to 

permit an initially desirable research objective to be attained. 

It i s  unthinkable that the errors of  a very small proportion of the grantees 

of the Public Health Service and 04 other Federal agencies should be so exag- 

gerated that i n  purging ?hem, serious and lasting harm be done to the progress 

of science. The people of the world probably have received more permanent 
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b e n e f i t  from unimpeded s c i e n t i f i c  research and development than from almost 

any o the r  a p p l i c a t i o n  o f  American i n t e l l i g e n c e ,  ingenui ty,  e n t e r p r i s e  and 

p u b l i c  money. 

ARNOLD D e  WELCH* 

Yale U n i v e r s i t y  
New Haven 1 1 ,  Conn. 

++The substance o f  t h i s  l e t t e r  by t h e  chairman o f  +he Department o f  Pharmacology, 

Ya le  Universi-by School o f  Medicine ( former chairman o f  t h e  Study Sect ion on 

Pharmacology and Exper imental  Therapeut ics a n d  now chairman o f  t h e  Study 

Sect ion on Chemotherapy, FHS), has rece ived the approval, a5 w e l l  as t h e  

c o n s t r u c t i v e  c r i t i c i s m  of  t h e  other chairmen of t h e  departments and t h e  Dean 

of. t h e  School of Medicine, a n d  t h e  Provost o f  Yale LiniversiPy. 


